CITY OF BOSTON - MASSACHUSETTS

OFFICE OF THE MAYOR
THOMAS M. MENINO

Qctober 4, 2010

To the City Council

Dear Councilors:

In response to the 17F request filed by your Honorable Body on September 15, 2010 regarding

library services, please find the attached response
%M

Ay -
Thomas M. Menino
Mayor of Boston
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BosTON PUBLIC LIBRARY
COPLEY SQUARE & 27 NEIGHEORHONT BRANCHES BOSTON, MASSACHUSETTS T 617436 5400 WWW BPL ORG

October 1, 2010

Coungcilor Charles C. Yancey
Boston City Hall

Onge City Hall Square
Boston, MA 02201

Dear Councilor Yancey:

The development of the FY11 budget was initiated in January 2010, recommended for approval
ot the Board of Trustees’ Annual Meeting in May 2010, and approved by City Council in Jate
June. The process included seven Trustee meetings, five community meetings, an online live
meeting, and two Friends sessions. All meetings were Open t0 the public. In addition, the budget
was addressed frequently and consistently at staff meetings, and Foundation, Associates and Map
Center Board meetings. '

State funding for the Boston Public Library has been reduced by 73% since 2009 The revenue
shortfall resulting from this loss of funds, coupled with increased ﬁ_ﬁancial obligations, creaied a
$2 65M budget gap for FY11. Approximately $300,000 of the gap was attributed to the deferred '
wage delay agreement with the unions and obligated personnel increases. The Trustees and
management of the Boston Public Library closed the budget gap while positioning the library
system for long-term financial stability and sustainability. Budget plapning proceeded with 2
system-wide approach, starting with non-personnel reductions. |

The budget reduction has been particularly challenging as use of Jibrary services has been
continuing to grow. Since Tuly 2006 there has been a 35% increase in the number of books, CDs,
and DVDs borrowed. The BPL’s website, www.bplorg, set a record for the second yeat in 2 row
for number of visits, crossing the 7 million mark for the frst time in library history. Last year’s
visits totaled 5.3 million; FY10 saw a one-yoat increase of 46% to 7.7 million. That figure
equates to about 21,000 users of RPI, web resources each day of the year. During FY10 public
use of computers continued fo tige, up 24% since FY07. The public’s use of free wireless internet
access 1s up more significantly: since FY07 the pumber of wireless internet sessions has
increased by 136%. The downloading of digital books, music, video and maps has doubled in
two years, from almost 63,000in FY08 o nearly 125,000 in £Y10, Digital downloading, out
virtual branch, is now the fifth busiest branch in terms of circulation. '
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The budget development process required difficult choices. Balancing the priorities and needs of
library nsers with limited resources was our over-arching priority. The potential impact will be
system-wide, and ‘we will assess the operation as we undergo changes this year, and to making
service and operational adjustments accordingly.

The City Council 17F request asks for specific information on several aspects of BPL’s FY'11
budget plan, including changes in branch services and changes in public services and
administration at the Central library. These changes are discussed below. After a discussion of
changes for FY'11, you will find responses to the other areas addressed in the 17F.

Central Consolidations

Centrally supported operations as well as public service at the BPL’s central library will be
impacted by budget reductions, and changes will be felt system-wide. Library staff members
have been conducting analysis and planning regarding the implementation of these changes and
are proceeding accordingly. For instance, the circulation department has identified workflow '
changes that are being implemented to Improve efficiency Some services, such as delivery of
books and supplies, may have longer wait times due 10 staff reductions. BPL has created new
cleaning schedules to mitigate the impact of staffing the sumber of shifts from three fo t,ym" BPL
will be closely momnitoring the impact of budget reductions on the cleanliness of our facilities,

especially at Copley which is 2 1,000,000 square foot building.

In order to meet our budget for the Jast fiscal year, FY10, public gervice hours in some areas of
the Central library were reduced based on relatively jower usage during certain times. ]fpgacted
areas included the Children’s and Teen rooms, closed from 9-19 in the morning, and after 6:00
p.m. when usage was Jight. There were also hows reductions in Special Collections and ihé h
Sargent Gallery, closing at 5:00 p . Monday and Wednesday, and at 7:00 p.m. on Tuesdays and
Thursdays. The rest of the Central library is open Monday-Thursday 9:00 am 9:00 p.m. '
Monday-Thursday, and 9-00 a m~5:00 p m. Friday and Saturday These changes will carry
forward in FY11. For FY11, BPL has distributed ifs newspapers cotlection to other areas of the
Central library in order to achieve savings while still keeping materials available BPL has also -
reduced the schedule for Sunday services after studying usage data on Sundays before Monday
holidays for the past few years. Sunday hours constifute 2 significant portion of overtime costs in
the BPL budget. '

Reduced staffing at the central branch is ot expected to impact overtime usage In addition to
overtime costs associated with Qunday public service hours, most overtime is storm- related
coverage All overtime must be pre-approved by managers. As a result, overtime has been
trending down



RBranch Services

Several options for branch services were developed and openly discussed with the public. Barly
in the process, preliminary options ranged from significantly reducing hours at most branches fo
closing several buildings. The Trustees approved a budget that kept 22 branches open and closed
4, This approach preserves as many branches as possible, permits the BPL fo fill critical stafi’
vacancies, supports the exploration of community partnerships, maximizes the use of open
facilities, and fosters consistent and dependable schedules and services.

The FY11 budget as adopted by the City Council in late Tune includes four branch closures to
oceur in the spring. These branches are Faneuil, Lower Mills, Orient Heights, and Washingion
Village Later this fall working sessions will be convened with the community 0 prioritize
commupity service needs and to identify partnerships to move ahead. Usage patterns and data
will be reviewed as part of that process. The Board of Trustees has anthorized the expemiitlu‘e of
two recently received unrestricted bequests to support setting in place alternative sewi.c_‘.gE R
arrangements The concept of “lead libraries” was put forward as one of the budget op’ﬁions'
considered as part of the FY11 budget process but was not pursued. The option of closing four
branches will create cost savings from position inactivations and layoffs, from energy and
building maintenance savings, as well as reduced contract costs. o

For the interim, critical staff positions continue 10 be filled to maintain services and as the budget
~ allows. Books, DVDs and CDs are still being purchased for all library locations. Subsdrfiiﬁions

, with renewals starting in calendar 2011 and running through the year for the branches that will
be closed have not been activated. Supplies will continue to be ordered and delivered, although
there may be delays due to reduced staffing. ' o

Across the system, capital projects are underway inchuding the renovation of the Brighton
branch, set to reopen later this year Planning for the construction of a new East Boston branch is
also underway. Critical repair projects system-wide, including branch roof repait, BVAC system
replacements, and similar projects, continue, and provide much needed maintenance across the
system.

Staffing

Once all non-personnel reductions were identified, unfortunately staff reductions were required
to close the budget gap, particularly given that personnel costs make up 63% of the budgst. The
decision to eliminate positions which would result in layoffs was extremely difficult as BPL staff
are dedicated and committed to public service. The staff is the backbone of any library. This is
especially true at the BPL.

After conscientious 1eview and analysis, staffing cosis had to be reduced to mest the budget. All

vacant positions were first reviewed to determine which of those positions could be eliminated.

3



For union members in eliminated positions, the layoff process is specified in the collective
bargaining agreenments for the Professional Staff Association and AFSCME. Both coniracts
inciude legally binding requirements and processes that govern the manner in which positions
are vacated. Incumbents in fully funded and budgeted positions may in fact be laid off through
the bumping process in the collective bargaining agreements if a more senior union member with
bumping rights chooses to bump into that position. Staff members separated from service are
eligible for recall fo future vacant positions for which they are qualified for fwo years after the
effective layoff date. m FY10, all 1aid-off employees in union positions were recalled to '
positions that became vacant between July 1, 2009 and June 30, 2010. No management or
exempt employees were recalled.

The management team will evaluate staffing levels and vacancies to identify high-prioxity and
front-line service positions that need to be filled However, the department must also meet its -
budgeted salary savings amount. Salary savings is an amount deducted from the total salary line
for all positions included in the budget in anticipaﬁ;jn of savings due to staff turnover throughout
the year. Positions that become vacant during ths year may be held vacant to meet the salary
savings requirement that is set during the budget development process for all depaxtment‘é if
tupnover is less than projected. )

Providing opportunities for staff to develop their skills and keep current with library trends 18

- important for quality public service. The FYIi budget includes approximately $30,000in
external resources (donations and trust fund income) for staft training and development Ini the
general fund budget, BPL budgets $20,000 for the AFSCME continuing education fund under
the terms of the collective bargaining agreénient.‘ | : A

The ratio of union positions to non- union {managenent and exempt) in FY10 was 9:1; after
October 1, 2010 that ratio will be 10:1 due to the reduction in the number of management and
exempt positions and the recent accreting of five management positions into thé Professional
Staff Association. Decisions regarding posttion climination are made in response to BPL service
priorities and available budget resources. These decisions were included in the budget approved
by the Board of Trustees and the City of Boston.

City of Boston Adopted FY11 Budget
hitp:fwww, citvalbostion. pov/images Documents/0d %ZOAdmz'nislmzion%ZGand%Z!)P inance Y2 0Cabinet tem3-1635Lpdf

Collections

Several questions regarding BPL collections and storage of collections were included in the
request. The Boston Public Library and the City have been working for a number of years to
consolidate storage of our collections. The City of Boston’s acquisition and renovation of the
former Keyspan building in West Roxbury has created a home for both the City Archives and the
consolidated BPL remotely stored collections The Archives Center will be used for public
access to collections for which there is no space at the Central library at Copley Square. BPL
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formerly used three remote storage Jocations. Two of those facilities have now been deactivated.
The materials from those buildings have been cleaned and moved, and are in the process of being
processed for storage at the Archives Center. Materials are currently retrieved from and retwned
1o the remaining Norwood storage facility as part of the library’s regular delivery process.
Consolidating the remote collections to the Azchives Center in West Roxbury will improve
efficiency in our delivery process.

The current contract with WB Meyet for the work of moving, unpacking, shelving and recording
services at the Archives Center followed the procedures dictated by state procurement laws. As
required, BPL conducted a request for proposal process that included an extensive list of
requirements and criteria, as well as a methodical evaluation process.

Best library practices include iibrarians carrying out their professional responsibilities to

‘maintain a current and responsive collection for the public. Libtary collections are constantly

__gvolving as new materials are added and obsolete and worn-out materials are rémoved. ASis”

 standard library practice, BPL does not set weeding quotas, although we do establish guidélines
" for collection review and maintenance We rely on the professional judgment and expertise of

" librarians and curators, within collection development standards, practices and policies, to’
develop a collection of cutrency, depth and breadth. Library research clearly shows that
collections that are regll}al'ly weeded are more heavily used than those that are static: Itis '

* jmportant to note that materials are not permanently removed from the collet;tion unless they are
- determined to no longer be oFuse, have no lasting value, andfor are damaged beyond reasonable
i yepair. For items that are weeded from the collection, the BPL uscs a variety ofmethodsto
deaccession them. Branch and the City-wide Friends groups receive donatédﬁhd'ﬁvéé&ééib
materials for their book sales to support the library. Some materials are shipped io 2 used book
aggregator that supplies Amazon. (BPL incurs no out-of-pocket costs and receives approximately
$12,000 per year in return. These funds ate used to purchase materiats and support stafﬁ'n_g.)
Materials in significant disrepair are recycied.

As librarians and curators routinely review the collection, possible last copies are reviewed to
determine if they are deemed to be of permanent value to the research collection. Materials '
determined by librarians and curators to be of permanent value, and identified as those likely to
be in less frequent demand, are candidates for moving to offsite remote storage. Materials that
prove to be in demand can easily be returned to Copley. Physical condition is also a
consideration in storage location. As is legally permitted under copyright, items that are in
demand but in fragile condition are candidates for digitization. Digitization allows us to preserve
original materials while providing online access to all library users

Digitization of materials, and the cataloging that is part of the digitization process, will provide
significantly enhanced access to large portions of the BPL coliections housed in the Central
library as well as remotely. The processing of the BPL materials moving into the new City
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Aschives Center includes creating online computer access 10 the collection, a significant
improvement in public service. The Archives Centex also provides increased capacity for storing
materials of permanent value, as well as consolidating the materials from two storage facilities ‘
into one high-density storage facility. The new Archives Center also has appropriate climate
control for the long-term preservation of the collection. o

Public input is an important facet in the development and management of the collection. The
public is encouraged to suggest titles for purchase consideration. BPL participates actively in
interlibrary lending of materials-borrowing materials from other libraries for our customers, and
in exchange lending our materials to other libraries for their users. Decisions such as de-
activating use of the top shelves have resulted from patron requesis that we lower materials that
are out of reach for most people. :

Budget reductions have impacted the ability of BP_L to purchase materials. Over the two yt_:ar
period FY'10 to FY11 the BPL’s material budget was reduced from $6.1M to $4.4M, 2 §1 M, or
28%, decrease That reduction is largely ﬁ‘_'din'thelloss of state Library of Last Recourse funds,
coupled with a small decrease in trust fund ir_;bomc due to Tower Teturns on investments. In FY10,
when the Commonwealth reduced funding for the Library of Last Recourse program, BPL
stopped subscriptions 10 forty-four commercially licensed databases for a savings of $7 50,000.
Decisions were based on usage data, coupled with reference libr arian input. BPL also reduced

the number of items ordered for the 'c_jtiilé_c'tion.

Between March 1, 2010 and Augnst 3 1,201{)BPL received 33,188 titles. (Please note that the
nutiber of titles is not the same as Ih"e-,Iiﬁmbféij}df'éc)pies.. Many titles are purchased in muitiple
copies, as well as In multiple formats such as print, CD and digjtal formats.) The amount of new
fiction and new non-fiction added to the collection is not segregated in the online system from
other iterns added to the collection such as gift books, serials, CDs, DVDs, etc. In addition,
depending on which time period is used, the number of titles purchased can vary greatly. |
Purchasing is not done at the same rate throughout the yeat, as publishing is cyclical in nature.
For example, many more titles are published in fall of the year in anticipation of the holiday
shopping period. Historically BPL bas added on average 10,000 items (inctuding multiple copies
of some titles) each month. With the 28% reduction we anticipate 2 similar reduction in our

ability to purchase materials for the collection.

As is best practice in other wrban and suburban library systems, BPL has developed a centralized
purchasing system that is responsive to public demand and improves the efficiency and cost-
effectiveness of ordering materials. Also as a best practice, BPL has a process for staff and for
the public to recommend books for purchase. Part of a librarian’s job is to review their local and
the system-wide coliection, and to make recommendations for additions 1o the collection.
Librarians are encouraged to serve as members of the BPL's selection teams, which brings



together interested staff with subject, genre, and format expettise to determine which items
should be added to the collection.

One of BPL’s pricrities is retrospective conversion, or the process of creating an glectronic
record of the catalog card information for inclusion in the online catalog. Once an online record -
exists, that record can be accessed via the internet with no additional fees incurred by the public,
regardless of where an item is housed: a branch, the Central library, or in 1emote storage. 1tis all
one system-wide collection. For many years, all materials purchased have come with an 4 B
electronic record (in fact, the on order status shows in the online catalog). Over that same period
of time varying amounts have been spent annually on retrospective conversion for items that do
not have an electronic record. Generally between $300,000 and $500,000 has been budgeted

each year through the Library of Last Recourse program, as providing online catalog records
enhances access to and use of the BPL’s collections by all residents of the Commonwealth. Grant
funds, especially those associated with preservation and digitization, have also been used for

_ retrospective conversion. This vear the budget is $350,000, which may be reduced based on Stafg:_
., funding. S '

BPI online catalog hup:ficatalog.mbln.org finac20/inac. jsp?profile=bpll #focus

: : Techuology

) BPLS Technology Plan 2008-2011 leads with “The Boston Public Library’s m;ﬁsion has always

Bt {ﬁééﬁ?éb connect people with information In recent years, public access comphiters, th
< and online services havé played a growing partin fulfilling the Library’s mission.”

"_if?zier-néz
Technology is a critical tool to delivering library services to the community; in library buildings
and via the internet. The BPL’s FY'11 action plan references technology and technology' seﬁﬁic__es
in several areas. Services supported through technology are continually supported as ongoing
operational costs, and the library seeks external funding to broaden and enhance its technology
services. As an example, the BPL is one of the City partners benefitting from NTIA grants which
will result in additional computers and software in all BPL facilities. Along with its partners,
including Boston Centers for Youth and Families, Timothy Smith Network centers, and the
Boston Housing Authority, fundmg will support public computer training throughout the City.
The BPL also has been successful for the past 10+ years in obtaining on average each yeai
$1.5M in federal eRate funding which supports the costs of the telecommunications network,
firewall maintenance, internet access, and network maintenance. As with other library seﬁice‘s,
public input and feedback is an important element of the decisions regarding technology s"uppoﬁ

BPI Technology Plan 2008-201 1 http:ffwww.bpl, orefeeneralfirustees/iechplan0811.pdf




Budgeting

The City’s Administrative and Finance staff and the Boston Public Library management take an
“511 funds” approach to budgeting that takes into account all possible sources of funding - City,
state, federal, private grants and donations and trust fund income — and their appropriate uses.
Ovexsight of the library president’s implementation of the budget yests with the Library Board of
Trustees and the Mayor. BPL’s management team works closely with the Administration and
Finance cabinet of the city in planning and monitoring the implementation of the operating and
capital budgets. Pursnant to the requirements of the BPL Trustees Enabling Legislation, tx_iiSt
funds are placed under the custody of the City Treasurer. The BPL consults with investment
professionals on the specific market allocations in accordance with the BPL Investment Policy as
approved by the Board of Trusiees. -

BPL benefits from trust funds that support the Library’s mission. The majority of BPL’s trust
funds are dedicated for specific purposes as stipulated by the donox, such as the funds de'_dica’ée_d:
to the housing stipend for President Ryan. The City and Trustees must honor the donors' intent.
Some unrestricted funds support operating costs including salaries and mainienance costs A
complete list of trust funds with the FY1l distributions and general purpose can be found on the
BPI, website at hitp:/bpl org/general/mustees/ Trustfimds pdf.

The BPL has several sourees of enterpt iseincome derived primarilty from the leasing of BPL
space at the Central library, including the Courtyaid restaurant and caf€, and from pxivaté ‘events
held generally after the building closes for public service. The Library does not keep rooms
empty for weddings. Meeting rooms _éfé_u‘s_:ed'rf?}f"zi variety of purposes such as community
meetings, children’s programs, author prgﬁséntations, and other public programs. Enterprise’
revenues support library costs including salaries, materials, and routine operating expenses. The

library can find no record of the “Millennium fund” mentioned in the Council’s 17F request.

As part of the annual budget process, potential capital projects are identified by city departments.
Projects are planned out several years in advance, and as a first step move into the City’s Capital
Plan as a recommended project eligible for funding. In general, authorized projects are reviewed
annually. Those identified as priorities are considered for a fanding allocation. Decision
regarding the funding of capital projects depend on a variety of factors, including oppostunities
for external funding support through grants, existing building or infiastructure conditions, and an
assessment of how much funding is required by projects already well into design or construction.

When designing a new branch, the City’s capital construction team, the project planning task
force representing the community, BPL staff and the architect selected for the project all
contribute to the design process. The design process is based on a building program developed
for each branch project with significant community input. The building program informs the
pumber of reader seats, the size of the collection, the number of meeting and program spaces, the
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number of public computers, and all elements of the building. Currently, the development of a
building program and site selection are underway for the new East Boston branch Library.

Under relevant municipal finance laws, library fines are deposited in the City’s General Fund,
and curtently average approximately $350,000 apnually. Funds fom the General Fund are
appropriated for the Library each year as part of the annual City budget process. These fines are
included in the overall City general fund revenues that are available for appropriation.

As part of the Mayor’s commitment to ReadBoston and WriteBoston, the City budgets funds to
support the two programs through the BPL budget. These funds are directly conveyed to those
pIograms.

The Business and Accounting offices, as well as procurement-intensive departments such as

Collection Management, Information Technology and Facilities, review all invoices to ensure

* that the BPL _do_es not incur sales tax If a tax appeas on an invoice, the vendor is notitied that an
invoice must be reissued without the tax. S

The Boston Public Library expended $29.9M in FY10. A year-end transfer was necessary to
" increase the budget by almost $150,000 to cover losses In state funding. The City is 1'epo§jtiﬁg a

- '$9M surplus for FY10. Decisions regarding the use of any City smphus axe_du_éside qufﬁe: .
purview of the library.

A Within the approved budget, position titles are reflected as they are shown in the City’s-. .

L -';c?:.ompensatidn plan. The BPL does use functional titles in some positions to 6¢t’té;r Ieﬂect t}le

. position duties As an example, the position titled “Quality Services Manager” hé_s the fﬁfﬁié'tional
- title of Web Services Manager, with responsibility for the development and oversight of the
library’s website, and online access to electronic resources, inchuding digital materials and the
online catalog.

Boston Public Library Foundation http:tfwww.bpl.ore/eeneral/foundationfinder. htm

Meeting Room Policy hitp./fewww.bpl.org/] genera!/golicies/Meeﬂ'rzg%ZORDom%ZOUse%wPaiicv.gd f

Private Event policies hitp A bpl org/ceneralipolicies/private_gvents policy. pdf

ReadBoston hitp:{fwww.readboston.arg/

WriteBoston hitp:ffwww.writeboston org/

Confracts

A listing of current contracts is attached. Contracts follow procedures and protocols largely
dictated by state and city law and regulation governing public procurement. The general path for

a contract is that library administration, working with the City’s Purchasing department, solicits
pricing for the contract. Contracts are reviewed by the Trustees Finance and Audit Committee,
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which then recommends contiacts for approval to the full Board of Trustees. The length of time
for a contract to be voted for approval depends-on the complexity of the contract. The review and
approval process requires both a meeting of the Finance and Audit committee and a meeting of
the full Board of Trustees The same requirements impact the time frame between the selection
of a contractor and the approval. In addition, some time is needed for the legally requited
administrative review and evaluation of proposals submitted by the potential contractors. Timing
of the implementation of a contract is dependent on staff capacity. All efforts are made to
prevent financial liabilities associated with the timing of the contract approval process.

Director, Administration and Finance

Ce:  Amy Ryan, President, Boston Public Library
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